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The superintendent of schools plays a 
dual role as he relates to the board of 
education. On the one hand he is the 
executive officer of the board, respons- 
ible for implementing decisions; on the 
other he is the board's chief profes- 
Sional advisor. If he is to be effective 
in both roles, the superintendent must 
enjoy the confidence of the board mem- 
bers. 


Effective and harmonious interpersonal 
relations between the superintendent and 
his board are based upon mutual respect 
and understanding. These in turn are 
affected by a variety of personal and 
Situational factors. 


In considering the influence of values 
upon the superintendent-school board re- 
lationship, it is important to recognize 
that the board is neither entirely in- 
side norwholly outside the formal school 
organization. To the extent that board 
members reflect the attitudes and values 
of the teaching profession in forming 
policy they can be said to be operating 
within the organizational framework. To 
the extent that they reflect the atti- 
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cently the influence of values onschool- 


tudes and values of the community they 
can be said to be functioning outside 
the organizational framework. This situ- 
ation provides a setting which freouent- 
ly gives rise to interpersonal conflict. 


In defining their relationships with 
the superintendent, board members are 
influenced by the cultural values they 
hold as well as by the way in which they 
view the professional role of the ad- 
ministrator. When various board members 
hold conflicting values it is probable 
that they also will hold conflicting ex- 
pectations for the role of the adminis- 
trator. For example, a board member who 
believes that compliance with policies 
should be obtained through the use of 
sanctions will have quite different ex- 
pectations for a superintendent's beha- 
vior than will a board member who be- 
lieves that compliance should be obtained 
through cooperative effort in developing 
policies. 


Likewise, conflicts between a super- 
intendent and a board member may result 
from conflicting conceptions of the value 
Systems characterizing the school commu- 
nity. Consider the dilemma confronting a 
superintendent who believes that the 
community would have the schools provide 
maximum educational opportunities for 
all children in all areas when that su- 
perintendent must work with a board mem- 
ber who believes that the community 
would have the schools place primary 
emphasis upon preparation for college 
entrance. Because of their subtle influ- 
ence in determining behavior, values are 
important situational variables imping- 
ing upon the administrative setting. 


Two investigators have examined re- 
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community relations. McPhee! found a 
positive relationship between the extent 
to which respondents agreed with their 
superintendents on educational viewpoints 
and the extent to which those respondents 
approved of the local schools. DeGood? 
found a positive relationship between 
the judged effectiveness of educational 
administrators by others and the accuracy 
with which those administrators were 
able to perceive the educational view- 
points prevailing in their communities. 


Under the auspices of the Midwest Ad- 
ministration Center, a recent study was 
undertaken to examine the influence of 
values upon the superintendent-school 
board relationship.? Based on the theory 
of administration as a social pracess,* 
this research was an inauiry into the 
nature of values and their influence 
upon interpersonal relationships. 


The central thesis of the investigation 
was that difficulties in interpersonal 
relationships may be expected to arise 
not so much from complexities and dif- 
ferences in values that are in the open 
and understood as from complexities and 
differences that are underground and 
misunderstood.® 


Hypotheses and Questions 


Two hypotheses were formulated, based 
on prior theoretical and empirical work 
in the general area of values: first, an 
individual's own values were expected to 
influence his perceptions of the values 
held by others; second, both an individ- 
ual's values and his value-perceptions 
were expected to influence his relation- 
Ships with others. 


The following questions provided the 
focus for the investigation: 


1. What is the relationship between 
superintendents' value-orientations and 
their perceptions of the values held by 
individual board members? Conversely, 
what is the relationship between board 
members' perceptions of superintendents' 
values and their own value-orientations? 


2. What is the relationship between 
the confidence that board members evince 
in their superintendents' leadership and 
(a) congruence in value-orientations, 
(b) accuracy of perception of value- 
orientations, and (c) perceived simi- 
larity in value-orientations? 


Methodology 


The Differential Values Inventory was 


used to obtain responses from board mem- 
bers and superintendents to a series of 
items that represented a traditional- 
emergent value dichotomy.® From the re- 
sponses that were obtained, both self 
scores and perceptual scores were de- 
rived. A confidence-in-leadership scale 
was used to ascertain board members' 
confidence in their superintendents. 


Thirty-seven superintendents and 213 
board members from 27 elementary dis- 
tricts, five high-school districts, and 
eight unit districts, all lacated in the 
Midwest, made up the sample. 


Findings 
Interpersonal relationships were in- 
deed influenced by the values people 


held and by the way in which those val- 
ues were perceived. 


Values and Value-Perceptions 


An individual's own values had an im- 
portant influence upon his perceptions 
of the values held by others. Persons 
who held emergent values tended to view 
others as being emergent, while those 
who held traditional values tended to 
view others as being traditional. More- 
over, these patterns of perception were 
unrelated to the actual values of those 
whose values were being perceived. 


The values held by individuals had an 
important influence upon the kinds of 
perceptual errors made. When the values 
of the perceiver and the perceived were 
Similar, errors tended to be random. 
When the values of the perceiver and the 
perceived were dissimilar, errors fol- 
lowed a systematic pattern and tended to 
move in the direction of the perceiver's 
own value position with a frequency that 
was significantly greater than would 
have been expected to occur by chance. 


Values, Value-Perceptions, 
and Confidence-in-Leadership 


The hypothesis concerning the relation- 
ship between confidence-in-leadership 
and agreement on values was substanti- 
ated. Board members whose values were 
most similar to those of their super- 
intendents expressed slightly higher 
confidence in those superintendents than 
did board members whose values were 
least similar. 


There was a relationship also between 
confidence-in-leadership and the accurate 
perception of values. Board members who 
were most accurate in perceiving their 
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superintendents' values expressed sig- 
nificantly higher confidence in their 
superintendents than did board members 
who were least accurate. 


A strong relationship was found between 
confidence-in-leadership and perceived 
Similarity in values. Board members who 
perceived their superintendents to be 
most similar to themselves in values, 
regardless of actual similarity, express- 
ed significantly higher confidence in 
their superintendents than did board mem- 
bers who perceived their superintendents 
to be least similar to themselves. 


In general, it may be said that confi- 
dence was related positively to the 
accuracy with which board members under- 
stood their superintendents' value posi- 
tions. Confidence was also related posi- 
tively to the extent that board members 
assumed that they themselves were in 
agreement with their superintendents 
on basic issues. Whether or not this 
presumed agreement did actually exist 
appeared to be relatively unimportant. 


It must be cautioned that this finding 
did not suggest a causal relationship. 
It may have been that board members had 
confidence in their superintendents be- 
cause of presumed agreement; it may have 
been that board members presumed agree- 
ment because they had confidence in their 
superintendents; or it may have been that 
both presumed agreement and confidence 
were a result of some other factor. The 
fact remains that a relationship was 
found between confidence and presumed 
agreement on values. 


Ancillary Questions 


The findings in this investigation 
corroborated some of the findings of 
other studies with respect to differ- 
ential values. These findings were: (a) 
there was no relationship between an in- 
dividual's differential values and his 
occupation, (b) there was no relation- 
ship between an individual's differential 
values and the type of community in which 
he was reared, and (c) board members held 
more traditional values than did super- 
intendents of schools. 


However, in contrast to other investi- 
gations which had employed the Differ- 
ential Values Inventory, and which had 
found a positive relationship between 
old age and traditionalism, this study 
showed that older superintendents were 
more emergent in their values than were 
younger superintendents. 
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When asked to indicate confidence in 
their superintendent, board members 
tended to discriminate among task areas 
and among levels of generality of ad- 
ministrative action. Specifically, they 
expressed more confidence in their su- 
perintendents in the areas of curriculum 
development andstaff relations than they 
did in the areas of school-community 
relations and school plant planning. 
Furthermore, board members were less 
confident in accepting recommendations 
from their superintendents than they 
were in accepting information from them 
or in permitting them to take action 
to implement board decisions without 
prior board approval. 


Conclusions 


Not all of the factors that contribute 
to the patterns of perceptual errors 
could be determined from this investi- 
gation. It is apparent from these find- 
ings, however, that individuals tend to 
be selective in their perceptions of 
values and that psychological projection 
is an important factor tn the perceptual 
process. 


The concept of selective interpersonal 
perception is, therefore, important in 
understanding administrative relation- 
ships.’ In a sense, each person may be 
said to function in a world of his own 
making. His attitudes and values serve 
as a perceptual screen; he interprets 
his environment according to the way he 
perceives it; and he reacts to that en- 
vironment in accordance with his in- 
terpretations. Thus, in analyzing the 
superintendent-school board relation- 
ship, it is not sufficient merely to de- 
termine whether or not superintendents 
and board members are in agreement on 
basic issues. It is necessary also to 
know how each member of the relationship 
perceives the positions of other members 
since it is these perceptions which in- 
fluence largely the action that will be 
taken. The findings of this investigation 
suggest that harmonious interpersonal 
relationships can be maintained despite 
differences in basic value positions, 
provided the differences are assessed 
accurately. 


Implications 


The implications to be derived from 
this study fall into three categories: 
(1) those related to the training of ad- 
ministrators; (2) those related to the 


practice of administration; and (3) those 
that point the way to future research. 


The Training of Administrators 


Basically, this was an investigation 
of theoretical concepts in administra- 
tion. The practicality of many of the 
findings, however, suggests that the pu- 
tative dichotomy between theory and 
practice is based upon a false premise. 
In recent years it has become clear that 
theory and practice are complementary in 
nature and that theoretical principles 
are an integral part of adequate prac- 
tice. This study reinforces the impor- 
tance of helping future administrators 
to gain an understanding of the theory- 
practice integrity. 


It would seem desirable for future ad- 
ministrators to acquire also an under- 
standing of the nature of values and 
their influence upon interpersonal re- 
lationships. Because of the importance 
of accurate perception of values and 
attitudes, training programs should pro- 
vide the opportunity for students to 
develop skills in perception and com- 
munication. 


The Practice of Administration 


Perhaps the practice of administration 
will be enhanced if administrators be- 
come cognizant of the source of misunder- 
standing that resides in the mispercep- 
tion of value positions. This potential 
source of misunderstanding is accentuated 
when the interacting individuals hold 
differing values since, as has been dem- 
onstrated here, persons tend to resort 
to projection when estimating values and 
attitudes of others about which they 
have little definite knowledge. 


In addition to recognizing the diffi- 
culties associated with misperception, 
both superintendents and board members 
need to be aware of the important role 
that values play in decision making. 
Although factual information is vital 
in planning for action, decisions ulti- 
mately are based upon the conceptions 
individuals have of the desirable or the 
good. Administrative relationships may 
be improved, therefore, through clari- 
fication of the values that underlie ap- 
proaches to educational problems. With 
such clarification at least two poten- 
tial difficulties might be reduced: (1) 
superintendents can eliminate some mis- 
understandings due to inaccurate inter- 
pretations of value positions by making 
explicit the values upon which their 


recommendations are based; and (2) su- 
perintendents can avoid misinterpreting 
the motives behind board members' ap- 
proaches to educational policy by making 
conscious efforts to understand board 
members' value positions. 


Further Research 


It has been implied in this investi- 
gation that cultural values have an in- 
fluence on the expectations an individual 
holds for specific roles and functions 
in a social system. Further research, 
which would explicate the relationship 
between role expectations and cultural 
values is needed for a better under- 
standing of the situational factors af- 
fecting administration. 


Additional investigation of values and 
administrative relationships should be 
undertaken with the use of other research 
techniques. Non-participant observation 
is one example of a method which would 
enable investigators to make judgments 
regarding the quality of interpersonal 
relationships. These relationships could 
then be analyzed in terms of .congruence 
or divergence in cultural values and in 
terms of agreement or disagreement in 
role expectations. 
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